introduction For almost 150 years, scholarly publishing has been recognized as an important part of a North American research university's mission. Nearly every article or study on university presses and publishing (including this one) quotes Johns Hopkins University's founding president, Daniel Coit Gilman, who in 1878 exhorted, 'It is one of the noblest duties of a university to advance knowledge, and to diffuse it not merely among those who can attend the daily lectures. . . but far and wide.'
1 Today more than 100 university presses in Canada and the United States publish approximately 4800 monographs in the humanities and social sciences per year.
2 Until fairly recently, there was a rather straightforward distribution and acquisitions process for published scholarly books: they were printed on paper, bound in cloth or in softcover, and sold to individual readers or to vendors who would sell them on to libraries or bookstores. A library bibliographer would select a book for a collection; another scholar would review it in a discipline-specific publication; it would be made available to readers through a library catalogue record; and it would often much humanities and fine arts research is the monograph, the tool by which a scholar makes a long, sustained argument in a work of several hundred pages. In a 2002 report on scholarly publishing, the Modern Language Association described the monograph as 'paramount' in humanities scholarship, 5 a conclusion validated by the 2014 OAPEN-UK researcher survey in which 95 per cent of respondents in humanities fields considered publishing a monograph 'important' or 'very important.' 6 The focus of many doctoral programs in North America is now the 'dissertation monograph,' a dissertation that, with little or a lot of work, can become a scholarly book or at least the basis for one. The purpose of the dissertation monograph is revealed by its other known alias, the 'tenure monograph,' a book designed to support an assistant professor's application for tenure. Many humanities departments require junior faculty to have published or have under contract at least one monograph for a successful tenure application. Promotion from associate to full professor usually requires the publication of a second or even a third book-length project. 7 While authors, publishers, and librarians are familiar with open access journals, Sanford Thatcher, a former director of Penn State University Press, has written that there has been a less visible movement to apply that approach to monograph publishing. 8 There are signs that this is changing, particularly in the United States, as scholarly book publishers have been experimenting for several years with open access monograph production and distribution with varying degrees of success and acceptance. A critical mass now seems to be gathering that may make the open access monograph a significant format in the publication and dissemination of academic books and in the scholarly communications circuit. In Canada, Athabasca University Press This article describes work that has been taking place since 2013 at Concordia University in Montreal to establish a press that will publish both print and digital scholarly books, with the digital editions made freely available online with no access restrictions. It also discusses planning for the future and imagined production, distribution, and financial models, as well as questions that still need to be resolved. The creation of a new university press in Canada represents a desire by Concordia to share knowledge with others, but it also speaks to the shifting landscape of scholarly communication and dissemination of research in Canada and the English-speaking world resulting from technology, economic pressures, and social forces. By employing new technologies while adhering to high standards for editorial review and oversight, Concordia University Press seeks to put into practice the first sentence of the 2002 Budapest declaration on open access: 'An old tradition and a new technology have converged to make possible an unprecedented public good.' 16 the scholarly publishing landscape Despite the centrality of the monograph in many fields, North American scholarly publishing is dealing with what some have called a monograph crisis, or, as it was described in a 2008 article, a long-term chronic illness.
17 Colin Steele, formerly university librarian at Australian National University, has written that scholarly book publishing, like the erstwhile Hapsburg Empire, has been in decline forever, which is to say that reports of its death have been greatly exaggerated. 18 At the same time, however, the Hapsburg Empire, despite a gentle decline of some decades starting in 1866, did collapse in 1918 from the pressure of nationalism and a war fought on several fronts. It is certainly not 1918 for scholarly book publishing in Canada or elsewhere in the English-speaking world, but there have been some challenges. As proof, in December 2014 Wilfrid Laurier University considered shuttering its press 19 but decided to fold it into the library instead, as outlined by Lisa Quinn and Charlotte Innerd in this issue. Meanwhile, the Canadian Federation for the Humanities and Social Sciences has suggested changes in scholarly book publishing as laid out in its Awards to Scholarly Publications Program's (ASPP) open access policy, promulgated in April 2015. 20 It is important to recognize that scholarly publishing in Canada functions much differently than it does in the United States because of the support required by presses from government programs, particularly the ASPP and the Department of Canadian Heritage's Canada Book Fund program. Meanwhile, in the United States, Duquesne University in Pittsburgh confirmed in April 2017 that its ninety-year-old press would be closed before the end of the year. Southern Illinois University Press was also threatened with closure in 2017.
The backdrop to the chronic illness of the monograph is the so-called serials crisis, a topic that has wearied academic librarians and provosts for the better part of forty years following the realization that library book budgets were being diminished to support rapidly rising serials costs. 21 The transition from print to electronic serials over the last two decades has exacerbated the problem, and many academic libraries now spend the majority of their collections budgets subscribing to or purchasing electronic materials.
22 University libraries also now account for 15 to 50 per cent of all academic book sales while the Association of Research Libraries (ARL) has documented how, between 1986 and 2011, the median cost of a monograph increased by 99 per cent. 23 While serials spending for ARL libraries has gone up by almost 402 per cent in that same period, spending on monographs has only increased by 71 per cent. 24 In Canada, academic libraries, as well as individual book buyers, are at the mercy of the foreign exchange rate, which can add upward of 30 per cent to the price of an American book. Sanford Thatcher has also pointed out, most recently in this journal, that sales of academic books have been dropping since the 1970s, mirrored in shrinking print runs as low as a few hundred copies, according to the mothballed blog of the publisher Ashgate (which was itself folded in 2016 by its parent, Taylor & Francis, into Routledge). 25 KU has claimed that the demand for academic monographs has declined by an astounding 90 per cent. 26 An academic press is subject to market pressures and constrained by scale and cannot afford to publish every worthy manuscript. As the director of Harvard University Press told Chester Kerr in his 1949 study of American university presses, 'The university press publisher has as his objective the publication of the maximum number of good books this side of bankruptcy.' 27 The Association of American Universities and the ARL have estimated that, on average, every year 1500 junior tenure-track faculty compete for 1300 slots for first books for assistant-rank faculty and researchers.
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As a result, worthy manuscripts go unpublished and good scholarship goes unread. Young scholars, already facing significant challenges in the academic job market, are handicapped.
Distribution and acquisition models for scholarly books have also changed significantly within the past decade, in large part owing to the success of electronic journal marketing and sales. Starting in the mid1990s, publishers began to cobble together bundles of journals to market to libraries. Libraries could subscribe to a publisher's entire suite of journals based on historic spending and pay an incremental cost for new content. This greatly increased access for library users but also increased publisher profits. Book publishers have recently adopted this model, including Palgrave Macmillan, Oxford, and Harvard, which are making their front lists available online, while the University Press Content Consortium was launched in 2012 to sell digital scholarly books from several dozen important academic publishers on the Project MUSE platform. In 2011 Alison Mudditt, the then-director of University of California Press, the largest academic publisher on the West Coast and one of the United States' oldest presses, predicted that within five years the eBook would be the primary model of production with print equivalents produced for those who could afford to pay for them. 29 In 2013 Roger Schonfeld, director of Ithaka S+R's libraries and scholarly communications program, published a brief, the subtitle of which asked, 'Is the Monograph Heading toward an E-only Future?' 30 The model of the e-only scholarly book has not materialized, but imagining it indicates how fast things are shifting. Meanwhile, Deborah Rhode, a professor of Stanford Law School, wrote in 2006 that 'the vast majority of scholarship vanishes without apparent influence,' and she claimed that 98 per cent of all publications in the arts and humanities are never cited. 31 As more and more libraries engage in collection analysis, much of it prompted by funding conditions and space pressures, they are realizing that large proportions of their monograph collections have never circulated, creating yet more pressure to stop buying (printed) books that sit unread on open stacks.
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Yet the monograph reigns supreme, and calls to uncouple it from tenure and promotion protocols have come to nothing, in large part because a focus on research output in the academy has also significantly increased over the past decade. As a result, graduate students, new scholars, publishers, librarians, and tenure committees find themselves operating in an environment that handicaps everyone. There are signs that this is changing, however. The ARL and the Association of American Universities have proposed a new model for funding scholarly monograph publishing that would see institutions providing a subvention to new faculty to publish scholarly monographs as open access. The goal would be to detach monograph publishing decisions from financial viability in order to increase the availability of important research by younger scholars. 33 The Mellon Foundation has also recently sponsored several projects, including one based at Brown University, to develop guidelines to help tenure and promotion committees evaluate digital scholarship.
the ARL, Association of American University Presses, Center for Networked Information, and Temple University Press convened the P2L Summit (presses reporting to libraries) to bring university press and library directors together to talk about collaboration opportunities and barriers. Meanwhile, there is evidence that scholars are interested in experimentation and new models of publishing. A 2014 Lever Initiative report described how some authors have become less satisfied with traditional forms and aspects of publishing, including the identification of a publisher (sometimes a difficult task for a new author or junior scholar), the editorial process, and production times. The project was conceived in the Concordia library and, with support from Concordia's provost and vice-president for research and graduate studies, a feasibility study was completed in 2013 and presented to the university's administration. Approval was given to proceed with further planning, which resulted in the creation of a business plan and budget, the creation of an editorial board, discussions with service vendors and production partners, conversations with funders, and the drafting of an editorial program. Concordia's senate approved the creation of the press in April 2016, and formal permission to establish it was granted by the university's board of governors one month later. In October 2016 Concordia University Press was incorporated through federal legislation as an arm's-length not-for-profit organization of the university. It reports through the university librarian both to the provost and to the vicepresident for research and graduate studies, in recognition of the academic library's history as a publisher as well as its role in the accumulation and curation, along with the dissemination and management, of information.
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The university will also bear costs related to office space, administrative and financial support, and basic computing and information technology services. A tenured member of the library faculty with experience in academic publishing serves as editor-in-chief.
Initially Concordia University Press was imagined as a digital-only publisher with no plans to produce print books. As work continued throughout 2014-15, however, it became clear that many readers, as well as authors and librarians, in the humanities and fine arts valued printed books. While a number of formats like reference books, collected essays, and even cookbooks have transitioned online quite successfully, other formats like longer works of literary and historical scholarship, works of fiction and poetry, as well as fine arts titles have not. Accordingly, a process for producing printed books has been built into the planning process and business model. Not every book will have a print equivalent, however, in which case production costs will fluctuate across projects. Anecdotally, some presses have reported that sales of print books have helped subsidize the production and hosting of free digital books, in which case print becomes a small but potentially significant revenue stream. 40 Authors will be asked to assign a version of a Creative Commons licence to their works and to give Concordia University Press a nonexclusive licence to publish and disseminate their books. Authors will also receive royalties on net sales of printed books, recognizing, of course, that the profit margin in scholarly publishing is most often razor thin to non-existent.
The press's publishing program has been established by an editorial board composed of senior Concordia scholars, and a peer-review process will be used to evaluate manuscripts, with every book published under the imprint of the press receiving final approval from the board. The editorial board held its first meeting in January 2016, and over the course of ten months it worked with the editor-in-chief to establish guidelines for series proposals and manuscript review and evaluation as well as a publishing program that takes as its focus the broad, interdisciplinary themes of life, knowledge, and creation. These umbrella terms reflect a desire to publish inter-and trans-disciplinary works, and the terms are described in more detail for potential authors on the press's website. In its first year of operation, the press has planned a modest program of publishing four books. In its second year, the press will publish five, with seven books in year three, nine books in year four, and ten books in year five. The press's budget model means that the number of titles published per year can be scaled up or down as necessary. Concordia University Press became an introductory member of the Association of American University Presses in summer 2015.
The press has always been envisioned as an efficient operation, meaning that there are possibilities for partnerships with various service providers for production and dissemination of books, both print and digital, including marketing, distribution, and sales. Editorial work will be done in-house by the press, and it will engage with partners to produce printed books and to create digital book files. An agreement with University of British Columbia Press for marketing and distribution of printed books was approved by the press's board of directors in late April 2017, and conversations are ongoing with online platforms that can support digital dissemination as well as marketing for freely available electronic books. Athabasca University Press's Kathy Killoh has called dissemination the missing piece of the open access puzzle -that is, getting open access books into library catalogues as well as Amazon and OCLC's WorldCat -given that so many libraries, Concordia's included, use records from vendors and publishers to populate online catalogues and to provide access.
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In the short term the press will make digital books available in PDF and HTML or EPUB on the press's website or in the university's research repository, linked from the press's site. University of Calgary Press and Athabasca University Press have adopted this model. Books will also be assigned digital object identifiers (DOIs) to aid indexing and discoverability. The work being funded by the Mellon Foundation will result in the development of new platforms and archives, so it might be a case of waiting and letting the technology catch up with the press. Concordia University Press is, to paraphrase Ann Okerson, inventing the plane as it flies.
42 Initial platform and distribution solutions might not be perfect, but they will offer basic, uncomplicated access; they will also be 'now' as opposed to 'later,' and the ability to migrate to new platforms will be an important factor in any decisions around technology and format.
There is strong support in the university and the scholarly community for Concordia University Press, but several aspects still need resolution. This may or may not take place in the first few years of operation. The press must be financially sustainable, especially in the context of higher education funding in Quebec, where government support to universities decreased by $125 million between 2012 and 2014. 43 In the 2014 ACUP report on open access monograph publishing, Paul Courant, university librarian at Michigan from 2007 to 2013 as well as director of the university press in 2013, concluded that 'someone has to pick up the tab.' Academic publishing has significant costs, and the ACUP has calculated the average cost of publishing a scholarly book in Canada as $30,659.
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Without subsidies, academic publishing in Canada would be impossible, and even with support, profit margins are small. In 2013 the Wellcome Trust and Palgrave Macmillan co-published the open access monograph Fungal Disease in Britain and the United States, 1850-2000, which is available free to download through Amazon or the Palgrave Connect platform. 46 The Chronicle of Higher Education reported that the Wellcome Trust contributed £11,000 to cover the cost of production and publication.
47 This is a significant figure, but considering the absence of economies of scale or means of large-scale mass production, as well as the cost of partnering with a for-profit publisher, the price is not entirely a surprise. But it is also unsustainable in the long term. The first Wellcome Trust-Palgrave Macmillan book cost £11,000 in 2013, but the original Apple Macintosh cost almost $2500 in 1984, which, adjusted for inflation, is slightly more than $5700. 48 Meanwhile, Courant, who taught in the University of Michigan's economics department before going into administration, estimated the cost of a digital book at $12,000 USD.
49
The Birks Family Foundation and an alumnus have provided start-up funding for Concordia University Press, with the university providing a direct budget and in-kind support. The press will seek external funding through ASPP, grants, and subventions that authors can bring from their home institutions, including support from many library-administered author funds that support faculty publishing in open access journals but can also apply to the production of open access books. The availability of support and subvention will not play a role in the editorial decision to publish a book, but it will have a role in the financial decision, including how the book is designed, illustrated, and priced in any print edition.
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Concordia's funding model may change over time. There are other examples of how to fund scholarly book publishing. Lever Press is being supported by a consortium of libraries that have agreed to subsidize publication; KU needs a specific number of library subscribers to contribute funds; Luminos has put together a model where library partners, print sales, and authors' institutions contribute toward the baseline publication cost of $15,000. Similar multi-institutional or multi-stakeholder projects are harder to replicate in Canada, and a condition of ASPP funding is that publishers cannot require authors to pay for publication costs.
Concordia University Press has created an operating and production budget for its first ten years. It will be revised regularly so that figures are accurate for the purposes of planning and projecting, but the library and university acknowledge that this is an experimental start-up venture that will need to be evaluated after its first decade. Print sales will be used to subsidize the availability of free digital books, but will this stream -along with others like grants, subventions, and a budget from the universityenable the press to break even or to hold to a financial loss acceptable to the university? To quote the Magic Eight Ball: 'Ask again later.' Happily, though, Concordia University Press is one of the university's fund-raising priorities for a five-year capital campaign launched in November 2017. 54 
the future
Challenges to the open access monograph exist within the academy itself. In 2006, 65.7 per cent of respondents to the Modern Language Association's survey on tenure and promotion expectations said that they had no experience evaluating eBooks for a tenure application. 51 That figure is likely lower twelve years on, but many faculty view digital books with some suspicion or would rather use the print equivalent for their own work or when evaluating promotion applications. The same is true of prize committees and book reviewers. Many humanities scholars also perceive open access to be of lower quality than traditionally published materials. At Concordia, adherence to peer review and faculty editorial board approval, as well as high-quality editing and production, are designed to allay and hopefully help overcome this fear. Perceptions and behaviours are changing, but slowly. Reputations also take decades to build. Okerson and Holzman counsel new ventures to demonstrate patience: 'The world of information and publishing has changed in the last 20 years, and we should not be surprised if some large and important developments and transitions take 25 years, or even 50, to be realized. ' 52 Concordia University Press will have to publish excellent books as well as build strong relationships with authors, peer reviewers, librarians, and colleagues in the publishing community. A challenge for Concordia, as well as every other experimental monograph publisher and platform, will be to convince the skeptic that an open, rather than closed, distribution system carries distinct benefits, or rather that scholarly publishing and the book in general will benefit from diversity within a market where print and digital coexist.
Concordia University Press launched on 27 October 2016, and has begun to accept, solicit, and evaluate book and series proposals. The press has had a Web presence since May 2016, and, as part of a soft launch, it placed an advertisement in the guidebook for the 2016 Congress of the Humanities and Social Sciences held in Calgary, Alberta. The press also exhibited at the 2017 Congress in Toronto, Ontario. Conversations will continue with publishing service partners and potential authors, and the press will continue to share its plans and talk about its work with authors, administrators, funders, faculty, and members of the scholarly community. A staff position to handle aspects of editorial workflows, production, and marketing was filled in late 2017, and additional staff are imagined within the next several years.
There are no illusions at Concordia that a new Canadian university press will single-handedly solve any real or perceived scholarly publishing crises or chronic illnesses or fulfill an unmet demand for additional monograph publishing opportunities. It will take several years and several initiatives -like Lever Press, Luminos, Concordia University Press, and others -before any perceptible change can be seen in the scholarly publishing landscape. Concordia knows that it will be judged not just on ambitious, noble plans, the amount of pixel dust employed in setting up the press, or the level of noise it generates, but by the books it publishes and the ways in which it designs them, offers access to them, and preserves them. It will also be judged on the relationships it builds and sustains. There is no substitute for high standards, rigour, quality, and good book design. Concordia believes in the book and in the importance and inherent, obvious value of scholarship, but it also believes that there are immense opportunities to be explored and exploited and new models of scholarly book publishing to emerge. As the author of Ecclesiastes reminds us, 'Of making many books there is no end.' 
